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Developing a Volunteer Strateqy

If your organisation is thinking about involving volunteers for the first time or developing new volunteering projects
there are anumber of points to consder and stages to go through:

Look &t the reasons for involving volunteers

Consider who needs to be consulted?

Develop an understanding about why people volunteer.

Deveoping opportunities to involve volunteers productively.

Look at recruitment and sdlection of volunteers

Congder the maintenance of your volunteer-base - support, supervision and recognition.

Sk wnNPE

Working through these stages will help to determine what to put into a volunteering strategy and how it will be
implemented.

1. Whyinvolvevolunteers?

When thinking about involving volunteersit isimportant to be clear about why you want to do this. Involving
volunteers has resource implications because volunteer swill need to be managed, trained, supervised,
provided with equipment, insured and paid out of pocket expenses. The skills needed to manage volunteers
mirror those of a personnd officer - communication, listening, counsdlling, negotiation, good organisation,
adminigration, report writing, managing meetings and conflict resolution.

Involving volunteers does not dways save money, or help you deliver a service more chegply in the long-run.

Some of the reasons why or ganisationsinvolve volunteers are:

To provide an outreach into the community;

to dlow the opportunity for community involvement;

to provide additional services when resources are not otherwise available;
to give amore per sonal touch in servicesto clients;

to build linksto other groups/clients;

toassg in fundraising;

to become more cost effective;

to dlow aquick reaction to changing needs or criss Stuations,
to respond to arequest for a specific service,

to provide an outlet for specific Kills;

inthe belief that everyone has aright to make a contribution.

Knowing why you want to involve volunteersis redly helpful in:

Designing work for volunteersto do;

clarifying the role of volunteersin the organisation and whét they are contributing;
generating a better under standing among paid staff and service users;
identifying where and how to find people who might want to volunteer.

Including a statement in volunteer agreements, handbooks and codes of practice on why you involve
volunteers puts a value on volunteer contribution and helps peopleto fed moreinvolved in the
organisation.
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2.  Who needsto be consulted?

Consulting people who are in some way involved in the organisation not only ensures that everyone is on board
with your plans but it dso helpsto formulate ideas for the type of work volunteers will do.

a) “Staff” involvement

Knowing the benefits the organisation will get from involving volunteersis hepful in gaining staff support for
volunteer programs. In sport and recrestion clubs/associations, “ Staff” may al be volunteers themsalves so co-
operation is essentia in developing work for everyone to do and supporting them while they are doing it.
Achieving co-operation can be helped if dl volunteers are involved in the earliest stages of developing a volunteer

srategy.
Gauge the dtitude of the club/association by consdering theses questions:

Has anyone ever supervised volunteers before? Will the organisation be able to manage volunteers?

Has anyone ever worked in an organisation that involved volunteers other than your club/association?
Why do you volunteer?

Arethere certain jobs that volunteers should not do? Why? If they don't do it, who will and how will it be
paid for?

Should there be an induction program on working with volunteers if you are a paid worker?

Arethere fearsfor the qudity of work?

|ssues raised in the answers need to be addressed.

Demonstrate how volunteers can directly benefit the work of the or ganisation by asking othersto help
identify work for volunteersto do:

What jobs in the organisation are most liked?

Wheat jobs are most didiked?

What other activities or projects would you like to do but don't have time for?
What would you like to see done that no-one has the skills for?

Ensure that volunteer work isintegrated throughout the organisation, that it is respected and supported by
everyone.
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b)  Client/service-user involvement

If you are a service-user/client-based organisation it is important to seek the views of the people who benefit
from the service. Asking service users how the service can be improved can lead to imaginative and more
interesting ideas for volunteering. An example of thisisif you have dients whose first language is not English and
who would derive additiond benefit from having a volunteer with a specific language skill.

c) Consulting with funders
Discussng the development of volunteering with funders will ensure that you are not in danger of infringing funding
agreements. It may generate ideas for new projects and additiond funding!

d)  Consulting with the community

Asking the views of people in the community can aso lead to ideas for new volunteering opportunities and may
even result in encouraging people to offer themselves as volunteers. This applies whether you serve a
geographical areaor acommunity of interest .

3.  Volunteer motivation

Understanding what makes people do things without financid reward is cruciad when designing work for
volunteers. In recent research young people rated volunteering second only to dancing in alist of things they liked
doing best in their spare time. This can give useful clues as to the sort of *job satisfaction’ people are looking for
from volunteering. Two factors are involved:

I. persond motives
il. organisation of work

Reasons why people volunteer
It is easy to assume that the only reason people want to volunteer isto make the world a better place. This may

well be one of the factors, but most people have other more persona reasons and will be looking for
opportunities to satisfy these. There are many reasons for volunteering, here are just afew:

to gain kills and experience - to put exigting skillsto good use
to gain qudlificationg/accreditation - tofill time

to make new friends - to get out of the house

to work in the community - toimprove the community

to be part of the community - to be part of agroup

tojoinin - tomeet achdlenge

to work with a particular group of people - to change gtatus from service user to contributor
to get away from problems - tohavefun

to meet new people - togive purposeto life

to provide a service - tobeof use

to gain gatus - to get recognition

In developing new voluntary opportunitiesit isimportant to have some understanding of persona motivation so
that the work can be satisfying and meet persona expectations. For example, if someone volunteers because they
want to make friends, they will not be happy if in a one-to-one Stuation without contact with other volunteers or
qaff.
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Motivating through organisation

Not only does voluntary work need to meet persond expectations of volunteers, but research has shown that
there are additiond factorsin the way work is organised that helps to improve motivation.

Ownership - asense of persond responsibility over an event, aclient, aproduct, or geographical area. If a
volunteer isinvolved in only one of many activities in a specific service, there can be no sense of ownership.
Design jobsthat alow volunteersto fed a sense of ownership over them.

Authority to think - give volunteers the opportunity to plan how the work will be done within agreed guiddines.
Managers can help set god's but volunteers should be alowed to decide how the gods are achieved.

Responsibility for results- job descriptions usualy comprise alist of activities that are to be performed without
specifying the end results. Even if the job is fragmented it is possible to set objectives within the work which gives
volunteerstargetsto am for. Volunteers are far more likely to accomplish the tasksiif they have targets.

Self evaluation - this helps volunteers know how they are doing and provides the satisfaction of knowing when
they have achieved it. If they don’t know how they are doing they are likely to get bored. Involve volunteersin
setting measurabl e targets and provide feedback on their performance. As avolunteer organiser you need to
answer the questions “What information will tell usif you are succeeding? How can we collect it?’

Deciding why you want to involve volunteers, and the reasons why people volunteer are the first two stepsin
devisng avolunteer drategy. The next sage isto begin to develop voluntary opportunities that meet the needs of
your organisation while at the same time providing work that has the potentia to be rewarding and fulfilling.

4.  Developing opportunities

The range of work for volunteersis or should be pre-determined by the aims and objectives of the organisation.
So whileit isimportant to develop work which is atractive to volunteers, this should be in the context of
organisation’ s ultimate goals. Volunteers are Smply one of the mechanisms that organisations use to achieve
these goals. The exception to thisis where the aims of the organisation are about the persona development of
people, where volunteering may be one of a number of different mechanismsto achieve this.

Volunteer work and the way it is presented directly determines the sort of people who will be attracted to it, so if
you smply ask for volunteers you are likely to get aresponse from alimited group of people. When you are
developing opportunities you should congtantly put yourself on a volunteer’ s place and ask yoursdlf:

Why would | want to do this?

what will | get out of it?

what experience/skillstraining will | need to do it?
how will | echieveit?

how will I know when I’ ve achieved it?

If you can answer these in a satisfactory way you are ready to draw up ajob description.
Job descriptions

The process of drawing up job descriptions andyses the work in away that helps build a picture of the sort of
people who might do it. It dso has the following benefits:
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Helpsto define volunteers' role within the organisation;
gives gatus to volunteers,

equdisesther pogtion with paid gaff;

clarifiestheir reponghilities;

clarifiesthelimits of their regponghilities.

Job descriptions help to identify how volunteers and their work will be managed. They can be used in recuitment
for promoting volunteering and should therefore include a section on what the opportunity offersin the way of
rewards and benefits. A job description should include the following:

Title: What the job will be called, or what postions are being offered

Purpose: Thisisthe most important part of the job description because it puts into context and places
immediate value on the work you are asking people to do. For example you may want to recruit someone to
provide adog waking service to an ederly person but if you state that the purpose isto help a housebound
person gay a home and out of resdentia care for aslong as possible, potentid volunteers can ingtantly
appreciate how important the work is.

Suggested activities: Examples of what might be done to accomplish the purpose. The word ‘ suggested’
indicates that volunteers have some authority to think, to pursue other approved activities if the organiser agrees
these might be effective in achieving the overal purpose.

M easur es. Thislinks back to the need for people to have targets to aim for and to know when they are
achieving them. The organisation will have its own ideas of the measures it wants volunteers to achieve, but
volunteers themselves should have the opportunity to suggest others. Example measures for a volunteer
befriender could be:

To provide a befriending service for up to three clients

To visit each client on a regular appointed visit for a minimum of one hour a week
To raise one new topic of conversation at each visit

To identify two activities/facilities which will improve the client’s quality of life
To write up the ‘visitor’ s log after each visit and pass to organiser

To attend at least 3 pre-arranged supervision meetings with organiser

Time scale: Estimates number of hours, and length of commitment. The profile of volunteersis changing and
frequently people are looking for short term volunteering to fill gapsin careers or provide experience and skillsto
move on to something ese. Offering opportunities that have no apparent concluson can be intimidating. Even if
the work is ongoing, like the befriending example above, putting atime limit of say six months or a year to a piece
of work provides the impetus of working towards agod and providing the opportunity for evaluation. A time-
limited ‘ contract’ alows volunteers to leave without embarrassment on either part. If dl iswell, the ‘ contract’ can
be renewed.

Site:  Location of work

Supervison: Reationships with staff and other volunteers, reporting requirements and supervisory
relationships, as wdl as procedures for monitoring and dedling with problems.

Qualities: What skills, attitudes, and knowledge are desired, as well as any requirements such as dress or
5
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conduct.

Benefits: Thisshould list things that are necessary to carry out the work such as training, insurance, provision of
clothing and equipment, and reimbursement of expenses. It should aso include any additional rewards your
organisation provides such as references, certificates, awards, accreditation, thank-you events.

5. Implementation - therecruitment campaign

Onein three people volunteer and many more would do o if they were asked. Successful recruitment depends
on having the knowledge of the sort of people most likely to do the particular work on offer and the imagination
to devise ways of atracting them to your organisation.

a) Whowill doit?

Some people are motivated by the opportunity to use existing skills and experience, and others by the chanceto
work for a specific cause or with a particular client group. The process of designing the job description will have
indentified skills, experience and qualities necessary for the work and will indicate the sort of people you are
looking for. Y ou may want to formalise this by producing a person specification but be wary of including anything
that might contravene equal opportunities, including ‘essentid’ criteriaonly if it isrealy necessary for the job. In
recruiting volunteers you are not only looking people with specific skills and experience, but aso for those with
potentid to carry out the work with support and training.

b)  Wheretofind them

If the work involves specific skills and experience recruitment will be targeted a places where you will find
people with the necessary skills and experience. Widespread and general agppeals may raise alot of interest but
will be less efficient than direct targeting. One way to identify where to find potentid volunteersis by looking a
people doing smilar jobs and:

Egtablishing whether there is a common factor in their backgrounds — employment, education;
asking how they became volunteersto seeif there are Smilaritiesin access routes.

If the work is unskilled, if you want people who can be easly trained, or if you need alot of people for a one-off
event, recruitment can be widespread.

c) How you will attract them

Recruitment has alot in common with marketing — sdlling the organisation and its opportunities in away that
makes people want to invest thelr time in them. The most successful campaigns are those that use avariety of
ways to apped to potentia volunteers that match some of the different reasons for volunteering.

Recruitment messages that Smply say ‘volunteers wanted’ are rarely successful because they don't contain
sufficient information to raise peopl€ sinterest. There are four things you should try to convey in your message:

Statement of need —why the job isimportant, what will happen if it isn't done;

what the work involves — describe it in the context of need in away that people can picture themsdves
doing it;

benefits to the community —what the work will accomplish, what changesit will make to people' slives,
benefits to volunteers —what volunteers will get in return — skills, experience, new friends.

Word of mouth recruitment - most people volunteer because someone asks them. Many people are never
asked and yet the potentid for their involvement is enormous. The best advertisement comes from volunteers
themsalves who will be more likely to ask friends and family to join them if they find their own volunteering
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experience rewarding. Staff, committee members, service users, are dl potentia ambassadors for the
organisation. One problem with word of mouth recruitment is ‘cloning’ - people recruiting others with smilar
backgrounds. This can be off-putting to potential volunteers who don’t ‘match’ the profile, so use ‘word-of-
mouth’ in conjunction with other recruiting methods.

Volunteer bureaux - recruiting volunteersis their business so go dong and talk to them about different options.
If thereisn’t onein your area, contact the local voluntary council, or Soread the word around other voluntary
groups who may have volunteers who want to move on.

Publicity - written publicity in the form of posters, lesflets, or adverts and targeted in areas most likely to contain
people with the right profile. They should be brief and imaginative to catch peopl€ s attention and contain Smple
messages that gpped directly to people with the kind of motive you are looking for: e.g

People are hungry, someone should do something about that, be somebody —call ...

Mr Jones is very londly, no-one understands him; do you speak Welsh and have afew hours to spare?
Phone ...

Do you like footbal? So does Benjamin. Why not help him enjoy it! Phone...

Talks and presentations - give talks to schools, colleges, youth centres, contact magor employers for
presentations to pre-retirement groups, target further education courses, and businesses with people who have
the skills you want. Take avolunteer dong who can talk about what it’ s like and answer questions raised by
potentia volunteers.

Media publicity, community service announcements - only do thisif you are geared up to ded with a
potentia flood of gpplicantd Maost people will benefit from some presentation skills training or better Hill, try to
get someone from the mediato do it for you.

I nternet —a potentialy vauable new source of volunteers as more public access points are being developed.
AsK a your locd library or locd voluntary council for details of how you might useit.

Selecting volunteers

Sdlection criteria needs to be fair and within equa opportunity guiddines. If you ask for referencesit isagood
ideato provide referees with a copy of the job description and a pro forma reply which asks them to comment
on the suitability of the volunteer for this particular work. Many volunteers will not bein job or have arecent
employment record and you should help them to identify people who will be able to give them a character
reference. If your work iswith children or vulnerable adults you will need to have an explicit policy on vetting.
This should state clearly the offences or offending behaviour that will prevent people from undertaking certain
jobs. It should be attached to the application forms so that volunteers have the opportunity to de-select
themsalves if necessary. Police checks done are not a guarantee of safety, nothing will subgtitute for good
management and supervisory practices. If presented with a volunteer who is evidently unsuitable for the work you
have, check whether there is other work in the organisation that they could do. If not, you should rgect them,
telling them why and giving them information on the nearest volunteer bureau which should be able to find them
dternative volunteering.
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| nduction

What you do on thefirst day determines whether they come back again! Induction hel ps volunteers become
familiar with the people, the surroundings, the job and the organisation. Make them fed welcome - prepare a
space —adesk, filing cabinet, draw, coat hook, and provide them with a pack of essentids — pens, paper, name
badges, pigeon holes. Prepare an induction timetable and a plan that includes an introduction to other volunteers
and gaff in the organisation, alist of committee members, latest annual report, essentia policies and job
information. This should be done as soon as possble after selection and can fill auseful gap while waiting for
references. Forma induction should include a session on training needs and work planning.

6. Maintenance - kegping volunteersinterested

Whatever systems you have for supporting and supervisng volunteers, you will need to know that the work they
are doing continues to meet the organisation’ s needs and satisfies their persona reasons for volunteering. People
become bored and annud appraisas are away of identifying where there is aneed to change volunteer’ srole,
ether for persona development or organisationa reasons. Recognition and gppreciation of volunteers should be
built into avolunteer strategy —whether it is provided formdly through training, accreditation, and award
schemes, or informally through ‘thank you' events such as parties, birthday cards, mentionsin newdetters and
annud reports. Organisations should continudly try to find ways to reinforce the message that volunteers are a
vauable and important asset.

Evaluation

Thefina stage of the strategy is to have amechanism for checking whether the volunteer programme is working.
Set aside time each year for an annua review, linking back to the reasons why you involve volunteers to get an
overdl assessment of whether it isfulfilling your objectives.

Counsdlling out

Volunteers will want at some point to leave and they should be dlowed to do this without being made to fed
guilty, or forced to stay through a sense of obligation. Time limited contracts make the process of leaving essier.
If during supervision or gppraisa you reach an agreement that the volunteer should leave, help them to do this
eadly by providing them with areference and if appropriate, suggest aternatives.



